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Management Improvement 


,:ig the fiscal year ending June 30, _ 1951* a numfoer^of maur.' .. 

. -f improvements were undertaken by the Bureau of Animas inous la* 
tost "significant of these undertakings, and results obtain*:,.. 


identified below 


exonerative field trials and experiments have been expanded in 
several States to determine more definitely the usefulness of 
" or Milk Ring Test in locating herds of cattle infected with 
brucellosis. This test, previously tried on a limited basis i- 
• a State, consists of testing a composite sample of milk from 
. herd. If current efforts result in perfecting and .stenchp: 
i-iiriH'tho test, it will prove of great value to our brucellosis ^ 
ynbrol and. eradication program by modifying, and in the case, of 
dairy herds probably eliminating, the current requirement that ^ 
agglutination tests be made of the blood of each individual eni**^ 
r.£i and thereby increasing substantially the volume of bruc©.Li-o-?v,s 
testing done without a proportionate increase in personnel. 

An agreement has been made with one cooperating State whereby 
practicing veterinarians are employed part**tim© to perform 
c^al' brucellosis tests'and are compensated on a fee or per* heaa 
hrr ’ This action has resulted in a worthwhile increase in t:-o 
volume of testing done in this State and at a lesser unit cosc 
than has been possible previously. 

For quite a number of years the Bureau has been unsuccessful In 
continuing efforts to recruit and maintain a sufficient number 
of veterinarians to meet more than the very minimum needs of its 
veterinary "Using programs. This situation is principally clue vo 
the materially tncreused and yet unsatisfied nationwide demand 
for veterinarians, together with our inability to oifer s-s..-»a 
comparable with those available on the outside and. with earnings 
available from the private practice of veterinary medicine. Tne 
most trod active of efforts taken to alleviate 'this situation was 
continuation in fiscal year 1951 of the veterinary trainee program 
under which undergraduate students of veterinary institutions are 
employed during the .summer months. During tfre period of its oper¬ 
ation, this program has made it possible to increase substantially 
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■ c. volume of work done during the normal- peak season and hag 

i u.p re of each year's graduating veterinarians to ac-eogt 

ursau employment than had "been experienced in many years' pre 
vtously. 

* fog-the year we undertook a supervisor development progrnr 
dealgcod to provide, through systematic, specialized training, 
tlo lost possible replacements' available for an unusually lag-, a 
.Iter of officials in charge and other key personnel who will 
lo .lost to our service by retirement and otherwise within the 
o ,: v few years . This will be done primarily through the 
ment of carefully selected employees to serve as trainee under- 
studies - of officials in charge for periods of from ten month:” to 
two years. 

In March 1950, action which had been initiated approximately 10 
months earlier to improve the effectiveness of -the patrol along 
the Mexican-United States border, which has as its purpose pre¬ 
vention: of the entrance of prohibited animals and other products 
which might be the means of Introducing foot-and-mouth disease 
into this 'country, was completed, resulting in a reduction, of 
the force by 92 employees. When instituted' in. early 19^7, this 
patrol was carried on'by horsemen riding distances of from seven 
to ten miles from and to their camps. Such patrol required a 
large number of employees and the upkeep of their horses. A 
study of the entire border was made to determine the feasibility 
in open country of carrying on the patrol with the use of jeeps. 
Operation of jeep patrols in comparison with the maintenance of 
adequate horse patrols permitted realignment of camps in many 
areas, extension of the length of the patrol for individual 
riders, and an annual saving of a considerable sum of money 
through the reduction In the number of riders and the elimination 
of horse hire in instances where horses were replaced by jeeps. 

Due to the progress made in operation of the foot-and-mouth 
disease- eradication program in Mexico, we undertook in late 1950 
to make a gradual reduction in the number of border patrol 
employee^. This has been accomplished principally by extending 
and alternating patrols, particularly in areas where adequate 
fences had been constructed along the border, and in other areas 
where the livestock population on each side of the border was 
relatively small. During the period from July 1950 to June 30, 
1951j the border patrol personnel have been reduced from a total 
of 541 to 440 employees, a reduction of 101, without marked lower 
ing of the efficiency of patrol operations. 


vbo '..vlorcl meat Inspection program consists of a large# far--flur ■ 
field.'organisation which services more than 1,000 meat packing 
plants located In nearly 400 cities and towns® The field organi¬ 
sation consists of 150 stations, each headed toy an Inspector in 
charge. The effectiveness of the program depends on each inspector 
in charge functioning in his full range of responsibility which is 
to apply established policies at his station. He must operate with 
«■ high degree of autonomy because the Inspection is Integrated so 
intimately' into the production of each packing plant that problem?.! 
must be resolved promptly so that the inspection may function 
.effectively with a minimum of interference with the production of 
meat. To the extent that management by these inspectors in charge 
of the meat Inspection program in their area is efficient, effec¬ 
tive, and with full regard for established meat inspection policies 
the public will receive the protection it Is entitled to under the 
law and the Industry will keep in compliance with a minimum of 
interference with production. For several years an important part 
of cur management improvement program has been focused on accom¬ 
plish' -ant of this objective, bach inspector in charge has been 
''furnished with complete instructions concerning policies end pro¬ 
cedures and these are kept current by amendments and memorandums 
of instructions which are issued from time to time. They receive 
assistance and review from area directors who work out of the 
central office In Washington and are, therefore, in the best possi¬ 
ble position to Inform the inspector in charge concerning the 
national policy and review his performance. Courses of training 
are conducted with groups of from 12 to 15 inspectors in charge 
which not only expose them to instruction but give them an oppor- ' 
tun tty to discuss their problems with each other. 

Considerable progress has been made as evidenced in reports made 
by area directors .of their on-the-spot review of the functioning 
Of each inspector in.charge - under their supervision, and expres¬ 
sions received from the industry concerning the application of'the 
program in the meat packing plants. Inspectors in charge have a 
full realization of their responsibilities and have acquired 
techniques through courses of instruction and area director contact 
that permit them to fully discharge their responsibilities, A 
gratifying example of progress in , this connection is our recent 
experience in the handling of emergency conditions by our Kansas 
City and Topeka seat inspection stations ©rising out of recent 
floods in that' area. The inspectors in charge of both stations 
immediately accepted their responsibilities to meet the problems 
arising out of the flood emergency and promptly reorganized their 
stations to give the public the maximum amount of protection. In 
both cases they made a very commendable record for themselves and 









•ilia ct Inspect ion Service, and this was ; mde possible only boo .• 
chop • ,o cep ted, responsibility to act decisively and made full " :v , • 
their authority to adapt their organization to radically new and 
cliffi suit conditions. 

Cons! tenable attention has been given to improving the techniques 
of sicjervlsors with reference, particularly, to employee relations 
The organization of each supervisor or inspector in charge is 
scatt i red out at locations in meat packing plants frequently 
Wide! r separated from each other. Since the effective functioning 
of eg ill employee under such circumstances depends considerably on 
his loyalty and morale, the importance of the employee relations 
asp sc !; of ■■supervisory techniques assumes considerable significance 
Advances in this field are difficult to evaluate, There are indi- 
cati> ms, however difficult of evaluation, that progress Is being 
made In this direction. 

Durirg the past year the materials furnished inspectors to guide 
them in recognizing and applying meat inspection requirements at 
meet packing plants have been enlarged by the inclusion of an in¬ 
spectors* manual. Wethave already received many expressions of 
the srefulness of this manual and it is believed that $b will not 
only Improve the Inspector's functioning but aid in the management 
of each local program by enabling the inspector in charge to 
identify responsibilities of inspectors in connection with their 
assignments. 

A changeover from manual tabulating to mechanical tabulating of 
production reports has now been completed and is meeting all of 
our expectations. Additional progress has been made in substi¬ 
tuting IBM forms for reporting forms in the field. A notable 
accomplishment in this connection is the substitution of one IBM 
form for 13 previously used in connection with the exporting of 
meats* An extension of the use of the IBI1 system to filing of 
approved' labels is well under way and shows considerable promise* 
In fact, members of the Industry who have heard of this develop- 
ment .are watching it with considerable interest as it may be 
adapted to some of their work. 

Our brucellosis eradication program represents one of the major 
areas in which improvements are greatly needed in order that the 
Bureau may more nearly meet the increasing demands of herd owners 
and.cooperating States for assistance in combating this disease, 
which causes serious economic losses annually, and is conserva¬ 
tively estimated 'as affecting 3*3$ of the total cattle population* 
of this country. If the results promised by the actions described 
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in . / - report - re obtained, the like 111, doc. of ultimate ere- - 
•• <,ell t?is Trill he greatly Increased. 

It lias teen recognized that a close integration of each field office 
and station Trith the Washington office is essential to accomplish 
the objective of an effective jot of management at the field let oh, 
retain of our activities this has bean, or is being accomplished 
: &pidly and satisfactorily than in others, but it ' still repre-** 
seats one of the areas in which improvements are needed. The 
v.io'D is one of major importance, it being essential that the 
closest possible 'relationship be , maintained, between the field and 
Tfeohinqtorp offices so that our organization as a whole may be kept 
con.- ;antly and properly. informed concerning national policy and 
requirements and that the maximum of desirable uniform i. vy be 
•o' “red in- the conduct of our various .progmms. 

0endret of the Bureau’s various programs requires the use of a 
fleet of approximately 800 automobiles. With replacements being • 
o:\uv- rip- limited, it becomes more Important than ever that we give 
increased attention to the matter of maintaining these automobiles 
in satisfactory operating condition sc as to extend their .useful 
life t© the maximum that is practicable. Inasmuch as the auto- 
■■ ...,cs are widely scattered throughout the country and in the 
large majority of cases are used almost exclusively in rural 
areas. the problem of assuring their proper arc. yet economical 
maintenance is made more complicated than would otherwise be the 
ccr-.c j.t is believed, however, that minimum requirements can be 
met during the current fiscal year by providing for the periodic 
inspection and testing of-the automobiles end by requiring regular 
lubrication, oil changes and proper repair: „ 

The Bureau owns' real property and buildings having an estimated 
value of G million dollars. We ha\ r e not heretofore had an adequate- 
maintenance program with result that much of this property is^ir 
coed of rorair and rehabilitation. In order to prevent trie dcdcd-- 
tion from becoming more acute, to. prevent the making of unnecessary 
and/ r uneconomical repairs and-to maintain the properties, in 
uooorlanoe :ith good business practices. V® contemplate the so-tut' 
lishment of an effective program of real estate and property 
rtnvuuei ;ent, Under this program,, we plan to survey representative 
properties> establish standards for maintenance and repairs, end 
to make periodic inspections to assure that a satisfactory main¬ 
tenance program is carried out. 


Part IX, Conservation and Utilization of M an power 


1, ilmo.pt without exception, programs .administered by the Bureau 
. f A: Lraal Industry are long-established and in general are of 
such nature as to be subject to only infrequent and essentially 
minor changes in scope and substance« -'The Bureau thus has the 
advantages'accruing from experience and relative stability of. 
fur 31 ions and organisation on which to draw in administering . 

its activities* These two factors in combination with the • 

• . mstrated ability of operating officials at all'levels to api . 
th program and organizational knowledges in a practical way to 
the lob to be done, which Is assured through regular inspection 
:-:-f evaluation,from the national office of program requirements 
at the work locations in light of over-all needs, constitute the 
principal criteria on which the Bureau bases its program plans, 
including estimates of its budgetary and staffing requirements* 
Inasmuch as these programs are quite varied in nature and rsciw.v 
meats and are carried on at many locations throughout the United 
Ft?.-to 3 and possessions, and .in some foreign countries, they do 
not, from the standpoint of economy and practicality, lend the ni¬ 
sei vos to evaluation•by such formal systems of work measurement . 

applicable in mass or assembly-line end routine operations. 
In its service and housekeeping units, appropriate staffing guides 
and ratios are used to limit staff to that number of employees 
re•.yrlred to accomplish work to be done,, 

2. For quite a number of years the Bureau has been unsuccessful 
in continuing efforts to recruit and maintain a sufficient pumber 
of veterinarians to meet more than the very minimum needs of.its 
veterinary-using programs. This situation is principally attrl- 
butsble to the materially increased and yet unsatisfied nationwide 
demand for veterinarians, together with our inability to offer 
salaries comparable with those available .on the outside and with 
earnings' .available from the private practice of veterinary medi¬ 
cine,, In this situation the necessity for so organizing our 
force of veterinarians, which comprises roughly one-fourth of our 
regular personnel* as to assure the fullest and most, effective 
utilization of the professional knowledges and abilities of^each 
man is readily apparent. Wherever possible,- veterinary assignment 
are combined and. extended to provide for necessary coverage of tni 
work. Furthermore, the practice of using trained lay personnel in 
assignments in which the service of veterinarians would be highly 
desirable but not absolutely essential is used extensively. 
Finally, with demands upon opr veterinary programs increasing, 
continuing and close scrutiny is given to the relative need for 
these employees at each location in order that needs may be met 
according to priority. 
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Throughout the Bureau continuing attention is given to the con 
vation and effective utilization of manpower through improved 
organisation, procedures and methods. Illustrative of this is 
the project system through which research plans and objectives 
are controlled and coordinated, responsibilities assigned, arc. 
project requirements established. The system provides donsids re- ' 
hie assurance of proper and effective use of manpower assigned li¬ 
re search projects since the over-all requirements of each such 
project are determined prior to its inauguration. In these as 
well as other activities, reviews carried on as a part of program 
direction serve to emphasize the need for proper utilization of 
the personnel. As result of these reviews, details, reassignment;.:,, 
and. transfers of personnel are regularly brought about to achieve 
‘maximum production from available manpower. 

Within the past two years or so, we have undertaken the simplifica¬ 
tion of our recording and reporting systems. In one area alone 
this action, consisting of a changeover.from manual to mechanical 
tabulating of production reports, eliminated a staff of lower- 
grade clerical employees, .add the problems inherent in attempting 
to maintain adequate staff and production in a routine monotonous 
operation, at annual savings of $15,000, and made currently needed 
information mere readily available than had been possible previous¬ 
ly. Additional progress has been made in substituting IBM forms 
for reporting forms heretofore used' in the field. A notable 
accomplishment in this connection is the substitution of one IBM 
form for 13 previously used in connection with the exporting of 
meats. An extension of the use of the IBM system to filing of 
approved- labels Used in establishments operating tinder Federal 
meat inspection supervision is well under way ahd shows considera¬ 
ble promise. 

During the year continuing attention was given to strengthening 
supervision at all levels in the organisation, this being done 
principally through continuation of a formal supervisory training 
and operations program which stresses work planning and organiza¬ 
tion, supervisory techniques, employee-supervisor relations, the 
use of performance requirements as a basis of evaluating employee 
performance and technical program requirements. Several on-the- 
job training guides designed to bring about more systematic 
1 training of employees In general and specific requirements of 
their work, and thus to bring them into earlier and more effective 
production, hdve been provided field offices. Reports concerning 
their use Indicate them to" be serving their purposes most satis¬ 
factorily. These materials have been supplemented in the Meat 
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•Inspection Service by an Inspector's Manual, which should not 
only improve each inspector's functioning but also aid In manage - 
raanfc of the local program at each station by enabling the inspect 
in charge sore clearly to identify responsibilities and require¬ 
ments of his inspection force. 

Incentive awards programs, including the employee suggestion system.,, 
efficiency awards program, honor awards, etc., are actively car . 
on .and participated in with material benefits being obtained in • .*• 
form of simplified procedures and- methods, monetary savings and 
improved morale. 

The nature of supervisory reviews and Inspections of work progress 
varies between programs of the Bureau. In research activities, 
these need not be made with the same frequency as in the so-called 
action programs, and necessary- coordination and supervision are 
achieved through review and evaluation - of reports, research papers, 
etc., and occasional on-the-spot visits. In other activities, 
review" and.. Inspection must be and are carried out almost entirely 
by personal visits of supervisors to the work locations. 

In July of this'year a thorough-going review was made of authori¬ 
ties and responsibilities delegated and charged to officials in 
charge of Divisions, field offices, stations and laboratories, 
with the purposes of assuring that each such official has (l) 
that authority consistent with sound management to permit, effective 
conduct of his"work under normal conditions, and (2) such additional 
authority as is necessary to enable him to function independently- 
If required to do so by an emergency of national consequence» This 
'review brought about delegation to officials in charge of authori¬ 
ties previously not made and action to delegate additional authori¬ 
ties is currently pending. 

Under our Management improvement Plan each Divls Lon of the Bureau 
is required to make a semi-annual review of its operations, and on 
the basis of this review, to Identify improvement needs, schedule 
and undertake action to meet its needs, and to report results 
obtained. 

Officials in charge in all activities have been informed of the 
necessity for conserving the Bureau’s manpower and are required 
to report any situation arising in which a surplus or temporary 
lack of need for employees is anticipated. If the situation 
creates a surplus, the number and grades of employees affected 
is reported by air mail or telegram and immediate action taken 
to eliminate the surplus by reassignment, transfer to other 
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Agencies, op separation. An example of this functioning is fcnm ' 
t experience in the handling by our Kansas City and Topeka 
eat Inspection stations of emergency conditions arising out of 
acic , floods in that area. The inspectors in charge of hath 
stations Immediately accepted their responsibilities to meet the 
• • , ,l r*f$ arising out of the flood emergency and promptly r-aa , *, 

■ at their stations to give the public the maximum amount of 
protection. In both cases they mad©' a very commendable record 
for themselves and the Bureau, and this was ma$© possible only 
because they accepted responsibility to act decisively and made 
full use of their authority to adapt their organization to 
radically new and difficult conditions. 

The Bureau’s position-classification policy requires officials in 
' ?,rga to report promptly any substantial non-temporary change in 
duties of any employee{s} ? thus enabling prompt.classification 
review and adjustments to be made. While full responsibility for 
compliance with this policy rests 'with officials in- charge, such, 
compliance is insured through systematic and regular, audits of 
positions, on-the-spot, and by correspondence. 

Personnel records, etc., of the Bureau have,, been adapted to con¬ 
form to the "Personnel Records Package System" prescribed by the 
TJ. S. Civil Service Commission and, in addition, procedures con¬ 
cerned with all phases of our personnel activities have been and 
are being -simplified as rapidly as staff'and time permit. More 
specifically, information and instructions pertaining to those 
personnel functions with which they are concerned have been issued 
to field offices. 

Reference has been made earlier to measures employed to assure 
conservation and maximum utilization of our veterinary and research 
personnel. With our programs centering around the work of these 
two groups and with them being the categories of personnel for 
which we consistently have the greatest need, the necessity of 
economizing In and making the fullest use of other classes of 
employees is evident. As an illustration of the operation of 
this policy, the work at many field locations has been so organized 
as to* enable .the use under a single supervision of the same force 
of employees to carry out the work of two or more projects differ¬ 
ing materially in the nature and performance requirements. Further 
in the conduct of organisation surveys and position audits, and as 
well as in our personnel placement work, emphasis is given to 
identifying the experience and skills requirements of positions 
to assure the most effective possible placement and utilization 
of personnel. • 


